From Six Months to Two Days

How Experiential Facilitation Transformed Menu Planning in Healthcare
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Executive Summary

What if a process that normally takes six months could be completed in less than two days—
without sacrificing quality?

That was the challenge facing a top-50 U.S. foodservice distribution company and one of its
largest healthcare clients. Tasked with developing biannual menu programs across multiple
facilities, the organizations were struggling with fragmentation, slow decision-making, and
limited collaboration.

Operation Explore partnered with the distributor to design Menu Fusion™, an immersive, two-
day facilitated experience that combined relationship building, structured decision-making, and

real-time data to dramatically accelerate results.

The outcome: a unified team, a completed menu cycle, and a repeatable model now embedded in
the distributor’s service offering.

The Business Challenge

The healthcare client operated numerous homes and healthcare facilities—all required to share
the same biannual menu.

Despite best intentions, the menu-writing process was:
o Laborious and time-consuming
o Fragmented across locations
e Dependent on limited communication between facility managers

e Prone to delays and rework

Each facility brought strong local expertise, but there was no shared system for collaboration or
decision-making. As a result, the process routinely stretched on for months.

The business needed to:

e Align facility managers across locations



o Build trust and working relationships
e Create a unified, efficient menu-writing system
e Deliver results quickly—without compromising food quality or resident satisfaction

The Operation Explore Approach

Operation Explore partnered with the foodservice distributor to design a two-day experiential
retreat that addressed both the Auman and process sides of the challenge.

Rather than convening another meeting, we created an accelerated design environment—one
that built relationships and skills while producing a finished menu.

The Menu Fusion™ Experience

Participants were brought together as a single team, many meeting one another for the first time.
Through a carefully sequenced design, the group moved from connection to collaboration to
execution.

Key Elements of the Approach

1. Real-Time Data with Wireless Audience Response
Using a Wireless Audience Response System, participants evaluated menu items in real time.
Mean scores were instantly calculated and displayed, allowing the group to:

e Make data-driven decisions quickly
o Eliminate lengthy debates
e Build confidence in final selections

2. Community-Building Exercises
Targeted activities created trust and cohesion among managers from different facilities. These
exercises helped participants:

e Understand one another’s constraints and priorities
o Shift from siloed thinking to shared ownership
o Build relationships that extended beyond the retreat

3. Group Problem-Solving & Diagnostics

Structured problem-solving activities acted as diagnostic tools, revealing team strengths,
communication gaps, and process bottlenecks—while simultaneously building collaboration
skills.

All elements culminated in the final phase: collaborative menu writing.

As the healthcare company’s General Manager remarked:



“Last time we did this, it took six months. I can’t believe we just finished our menu by 12 o’clock
on day two of this program.”

Results & Impact

Operational Results
o Completion of a 4-week, six-month menu cycle in 1.5 days
o Elimination of months of back-and-forth communication
o Faster, higher-quality decision-making
Relationship & Capability Gains
e Stronger collaboration among facility managers

e Improved communication across locations
e Increased confidence in working as a unified team

Business ROI

e Menu Fusion™ has been adopted as a standard offering by the foodservice distributor
o Deployed successfully across multiple healthcare clients
e Menu-writing processes are consistently completed in two days or less

Sustained Value

Menu Fusion™ has become a cornerstone of the menu-planning process for many healthcare
organizations. Beyond operational efficiency, the program delivers lasting value:

e Enhanced communication and relationship skills
e Increased productivity across facilities

e A repeatable, scalable model with cross-industry potential

The program has generated significant buzz in the healthcare sector and is now poised for
expansion into the restaurant industry.

Conclusion

Menu planning isn’t just about food—it’s about people, processes, and decisions.



By combining experiential facilitation, real-time data, and structured collaboration, Operation
Explore helped these organizations transform a slow, fragmented process into a fast, engaging,
and high-performing system.

The result wasn’t just a finished menu—it was a stronger, more connected organization.



